
PROJECT AND TASK ORDER
MANAGEMENT PROCESS

This part of the handbook focuses on the lifecycle of a project.  It begins with identifying requirements,
works through procuring and managing the contract, and ends with project closeout.  The flow chart below
shows the five steps in project/task order management.

Scope Project Manage Project Close Out ProjectAward Project
Identify &Establish
Requirements

Chart 1:  Project and Task Order Management Process

PART III is divided into five chapters.

Chapter 1 Identify and Establish Project Requirements
Explains how a requirement is developed into a project

Chapter 2 Scope the Project
Helps the Project Manager define and document the scope

Chapter 3 Award the Project
Goes through the contract award process
 

Chapter 4 Manage the Project and Task Order
Discusses managing a project day-to-day

Chapter 5 Close Out the Project
Describes how to closeout a project once it is completed
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The customer maintains responsibility for identifying and establishing project requirements.  Project

requirements must be defined, planned, validated, budgeted, and funded.  Because of AFCEE’s expertise,

installations often request Project Manager assistance in preparing programming documents.  Realistic

programming and budgeting positions the project for success.  If the project requirements are well defined

and a realistic budget established, executing the remaining steps of the project management process

becomes less complicated.

The Project Manager can assist the installation in preparing the programming documents (DD1391) and the

line item narratives for each project.  The technical support contractor can support the Project Manager in

this effort.  Line item narratives include:

• Project description

• Project requirement identification

• Impact to the installation if funding is not provided

• Project cost estimates

Many MAJCOMs publish detailed guidance on preparing Department of Defense Forms 1391.  Project

Managers assisting in preparing programming documents should review their customer’s guidance.  An

example of a DD1391 can be found in the Appendix B-1.
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As a service center, AFCEE also assists the MAJCOMs and the Air Force Base Conversion Agency

(AFBCA) with peer/program reviews.  Project Managers should coordinate with the Consulting Division

(ERC) when requested to provide peer/program review support.  In these reviews, the Project Manager,

ERC, and other support personnel critique the installation’s proposed program for the upcoming fiscal year.

The support contractors can assist the Project Managers in this effort.  The technical team evaluates the

program for reasonableness in approach and appropriateness of estimated costs.

The Project Manager’s project management responsibilities begin when the customer selects AFCEE to

execute their project(s).  At this time, the Project Manager receives the project in the form of a narrative

description of the project or a DD Form 1391.  Using these documents, Project Managers can move from

this step to the next one, scoping.
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Scoping is a process in which project generalities are converted to detailed, well-defined task descriptions

and cost estimates.  Scoping begins when the Project Manager receives a project requirement from the

customer.  Typically, one project turns into one task order.  However, more than one project may be

combined under one task order.  For example, if one base is performing environmental monitoring at

several sites, the work may be combined under a single task order.  Sometimes one project might be

separated over more than one task order.  For example, a customer may request a remedial action (site

clean up) project and it may be separated under one task order for design, one task order for the

remediation and one task order for the field oversight.  In any case, it is important for the customer to track

costs by their project number.  This should be considered when deciding the relationship between project

and task order.

The Project Manager can begin processing valid customer project requests before funds actually arrive at

AFCEE.  Check with your contracting officer to determine how far the request can be processed without

funds being received.

The flowchart below identifies the three basic steps in scoping a project.  This Chapter describes these steps

in more detail.

2.1   Review and Verify Project Information

After receiving a project requirement, the Project Manager reviews available information regarding the

project, assesses the project requirements, coordinates with the base and regulators, and verifies project

requirements can be met by available AFCEE contracts.  Additionally, data quality objectives (DQOs)
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Chart 2:  Scoping the Project Flowchart



should be clearly defined early in the scoping process.   Project Managers can consult with ERC.  The

project data required to establish an AFCEE project includes:

• Project title

• Project number

• Project description (either narrative or DD Form 1391)

• Project start date

• Funding source and amount

• Base and MAJCOM name

10.1 Select the Contract Scope and Pricing Arrangement

The next step is to determine if project requirements fall within the scope of one of the AFCEE contracts.

To accomplish this, the Project Manager assembles a contractor selection team (at a minimum, the Project

Manager and contracting officer).  To ensure fair opportunity, the contractor selection team should review

the requirements and consider the factors listed below in order to determine which contracts would provide

the best value to the customer.  In addition, the contractor selection team should consider utilizing one of

AFCEE’s small business contracts.  Refer to Appendix A-2 for policy letters regarding contractor selection.



For study and design contracts consider:

• Contractor Capacity

• Contractor proximity to proposed work site

• Contract ceiling

• Time remaining on contract

• Worksite installation’s input

• Contractor's performance

For remedial action contracts consider:

• Specific technical and/or management capabilities

• Proximity to proposed work site

• Availability of labor and resources

• Contractor's performance on prior task orders

• Schedule drivers (regulatory drivers, risk, reuse, obligation rates)

• Cost

Based on these criteria, the team selects the contractor.  The contract pricing arrangement depends on what

kind of work, how much is known about the site, and how high the potential is for changes to occur.   Refer

to Appendix A-2 for current policy letters regarding contractor selection.

The final step is to document the decision.  The Project Manager documents the team’s decision in a

“Contractor Selection Memorandum” as shown in Appendix C.  The Project Manager, contracting officer,

and division chief (or technical assistant) should sign the memorandum.  Refer to Appendix A-2 for current

policy letters regarding contractor selection.

Prepare the Purchase Request Package

Once the project requirement is understood and the contract and contract vehicle are decided, the Project

Manager must prepare the purchase request (PR) package.  Appendix B-3, B-4, and B-5 helps the Project

Manager to assemble the package. Elements in the PR package include:

• Ceiling Reservation

• Statement of Work

• Contract Data Requirement List

• Independent Government Cost Estimate

• Installation Support Memorandum



• Purchase Request (Form 36) or Bonafide Need Letter

• Memorandum to HSW/PKV

• Contractor Selection Evaluation Memorandum

• Points of Contact Memorandum

• Surveillance Plan Memorandum

• Ozone Depleting Substances Certification

• COR Designation Request

• Program Coordinator Concurrence Form

Each element of the PR package is crucial for awarding the task order.  The purchase request commits

funds to a specific task order and certifies availability of funds.  The contractor selection evaluation

memorandum documents the procedures used to select the contractor, the rationale used in contractor

selection and documents other contractors who were considered.  The points of contact memorandum

defines the base point of contact, the contracting officer, and the contracting officer’s representative.  The

surveillance plan defines field oversight roles and responsible parties. The statement of work defines the

scope and project requirements.  The CDRLs define the deliverables required of the contractor and govern

the contractor’s performance.  The government estimate establishes the funding level. The Installation

Support Memorandum defines what support the installation will provide to the contractor.  Lastly, the COR

designation letter informs contracting whom to assign as COR for the task order.  The Project Manager is

responsible for preparation of the PR package and may request support from the technical support

contractor in preparing the SOW and government estimate or any other portion of the package.  An

example of a purchase request package can be found in Appendix C.  Each of these steps will be briefly

described in the next several sections.

Ceiling Reservation

As soon as the contractor is selected, the Project Manager can reserve contract ceiling.  Contract

ceiling is the dollar amount allocated to a specific contractor under the basic contract.  Each task order uses

up a portion of this contract ceiling.  In order to manage this contract ceiling, each Project Manager must

get approval to use a portion of it for new task orders.

A ceiling reservation form (Appendix B-2) is provided to the data specialist responsible for the

chosen contract.  The assigned data specialist, AFCEE contract manager, or contracting officer for a

specific contract is listed in the contract spreadsheet which can be found in Appendix A-3 or can be seen on

the “R” drive at R:/MS/datamgmt/ipt.xls.



The data specialist imports the information into a database and requests approval for the ceiling

reservation from the AFCEE contract manager.  Upon receipt of approval from the AFCEE contract

manager, the data specialist assigns a task order number and returns the approved reservation request to the

Project Manager.

Statement of Work

A Statement of Work (SOW) documents the scope of work that AFCEE is requesting from a

contractor, and serves as the contractor’s basis for developing technical and cost proposals.  The SOW is

the key component of the Purchase Request package and is the basis for developing the independent

government cost estimate.

The information needed to prepare the SOW includes:

• Basic contract SOW

• Form 1391 or other programming document

• Site-specific background information or relevant reports

• Technical input from the customer

A task order SOW is prepared by utilizing the basic contract SOW and tailoring it to the specific

requirements for the project.  The basic contracts, modifications, and previous task orders can be found in

the AFCEE “tech library.”  Templates of the basic contract SOWs can be found on the shared hard drive at

R:/MS/datamgt/sows.  Sections within the Basic contract SOW that do not apply to the project are omitted

and replaced with the text “Not Applicable.” Sections that do apply to the project are tailored to specific

requirements of the project.

The contract number, task order number, date and page number should appear in the header of the

SOW.  The front cover of the SOW will include:

• Contract number

• Task order number

• Project number

• Project title

• Base

• Date



Paragraphs in the SOW refer to items that the contractor must give the government.  These items

are called contract deliverables.  The Project Manager should review the various types of deliverables and

determine which apply to the project. Each deliverable will have a Contract Data Requirement List (CDRL)

associated with it.  The data specialist will help the Project Manager identify which CDRL is required. The

Statement of Work will include references to these CDRLs at the end of the applicable paragraph (i.e.,

CDRL A156).

The SOW also identified specific types of status reports that the contractor must deliver on a

regular basis.  The type of report depends on the type of task order and the dollar amount.  Table 1 on the

next page briefly describes each of these reports and when they are used.  Project Managers can also

consult with the data specialist and/or cost and schedule team regarding these reports.



Cost Report Type Description/Purpose Dollar Value
Guidelines

Cost Performance
Report (CPR)

• For highly visible projects, those with multiple and/or
complex technologies (generally construction), and
projects of high dollar value.  Generally used with
cost plus fixed fee (CPFF) or cost plus award fee
(CPAF) task orders.

• Provides an excellent, concise summary of variance
problems at the requested detailed work breakdown
structure (WBS) level, and their financial impact

• Task orders
valued over
$5M

Cost/Schedule
Status Report
(C/SSR)

• Abbreviated version of CPR
• Recommended for projects with moderate visibility,

single technology, four or fewer sites and moderately
high dollar values.  Generally used with cost plus
fixed fee (CPFF) or cost plus award fee (CPAF) task
orders.

• Provides performance information against the value
of a baselined schedule, providing an “earned value”
measurement of the contractor’s past/projected
performance (much the same as the CPR).

• Task orders
valued
between $2M
and $5M

Performance and
Cost Report (PCR)

• Provides less detail than CPR and C/SSR.  Contractor
assesses own progress/performance, rather than
utilizing earned value methods.

• Recommended for projects of lower complexity,
generally labor intensive efforts such as time and
materials task orders.

• Provides funds and manhours expended by task for
current month and cumulative-to-date and percentage
of work completed by task and overall for the task
order.

• Task orders
valued below
$1M

Contract Funds
Status Report
(CFSR)

• High level, quarterly report utilized in conjunction
with CPR or C/SSR.

• Does not measure contractor performance against
earned value criteria, but provides insight into
contractor funding requirements, estimates of future
work, and estimated termination costs.

• Cross referenced against CPR or C/SSR
• Not required, team chief discretion

• Submit with
CPR or C/SSR
at team chief’s
discretion

Funds and Man
Hour Expenditure
Report (FMER)

• Most often used in conjunction with Time and
Materials, or labor-intensive contracts.

• Does not use a resource-loaded schedule and,
therefore, is not earned value based.

• Requires the contractor to provide an estimate at
completion for labor, support, analysis and other
costs.

• Minimum
requirement
for most task
orders

Table 1:  Cost Reports



Contract Data Requirement List (CDRL)

CDRLs provide information to the contractor about each deliverable required (see Appendix C,

page 166).  The basic contract contains all the possible CDRLs that the Project Manager may request.

Project Managers may include a listing of the CDRLs with distribution information and number of copies,

or submit project specific CDRLs.  Once the draft SOW is complete, the Project Manager gives it to the

data specialist.  The data specialist will generate each CDRL and deliver them to the Project Manager for

review. The data specialist will make sure that the CDRL is associated with the correct paragraph in the

SOW, that the correct contract and task order number are entered.  The Project Manager should pay

particular attention to block 14 and 16.  Block 14 tells the contractor who to distribute copies to and the

number of copies each recipient should receive.  Block 16 is the remark block.  Usually this block describes

when the item should be delivered (i.e., “submitted 30 days after contract award date, and thereafter, every

30 days”).  It can also specify how many drafts of the report are required and whether a reproducible copy

(such as a compact disk) is necessary.

The Project Manager reviews and edits the CDRLs and returns them to the data specialist.  Some

contracting officers or contracting specialists will want to review these before they are finalized.  Following

this review, the data specialist will print a final copy and return them to the Project Manager.  The Project

Manager signs the CDRLs and they are ready to be included in the PR package.  The Project Manager may

use a CDRL table instead of reproducing all the CDRLs in the SOW.  Appendix C (page 167) contains a

sample CDRL table.  Project Managers should check with their contracting officer to make sure that this is

an acceptable alternative to producing individual CDRLs.

Independent Government Cost Estimate

Using historical data and/or the negotiated rates for the selected contract, the Project Manager

prepares a cost estimate.  If a support contractor (A&AS) is used to develop the cost estimate, the Project

Manager must thoroughly review it prior to designating it as the official government cost estimate.  The

cost estimate should be detailed and should include any assumptions used.  It should be done in a

spreadsheet and should include:

• Direct labor costs

• Materials and supplies

• Travel

• Subcontract costs

• Laboratory analysis

• Reproduction, shipping, telephone



• Totals

A number of sources may be used in developing the government cost estimate.  These sources

include:  previous government cost estimates for similar work, cost data from contractor monthly status

reports and invoices, current catalogs, and cost books applicable to the particular type of work.

Installation Support Memorandum

Installations provide a memorandum, usually signed by the Support Group Commander, which

outlines what the base will do to support the contractor.  It is not necessary to get a new base support

memorandum for each project.  Project Managers may get one memorandum at the beginning of each fiscal

year that will apply for all projects awarded that year.  A sample memorandum is included in Appendix C.

Typical items included in this memorandum are:



• Digging permits processing information

• Assignment of accumulation points and staging areas

• Contractor drawings, reports, etc.

• Arrangements for base entry passes

• Arrangements for escorts (as necessary)

• Utility access information

Purchase Request (Form 36) or Bonafide Need Letter

When customers provide the project documentation, they will indicate whether or not the project

is funded and when they expect AFCEE to receive those funds.  If the customer cannot send funds

immediately, a funds assurance letter must be included in the PR package.  This includes a statement from

the customer promising that funds will be provided and that the requirement has been validated as a

bonafide need of the current year.  A sample is shown in Appendix C.  A PR package can be processed

using the funds assurance letter to a certain point.  Check with your contracting officer to determine how

far in the process the package may proceed without funds at AFCEE.

Normally, funds arrive at AFCEE in the Resources Management Division (MSR) in one of five

ways:

• Operating Budget Account Numbers (OBANs)

• Air Force Forms 616

• Military Interdepartmental Purchase Requests (MIPRs)

• Memorandum of Agreements

• Directly from SAF/FMB



Project Managers work with the installation and the budget analyst to arrange for funds to arrive at

AFCEE.  Environmental funds contain an accounting classification, also known as a fund cite.  This data

has sub-elements describing where the funds originated from and what they may be used for.  One of these

sub-elements is called the Element of Expense Investment Code (EEIC).  This element describes what the

funds may be used for.  The table on the next page provides sample descriptions of the work that these

EEIC codes may be used for.

EEIC DESCRIPTION

53501 Preliminary Assessment/Site Investigation

53502 Remedial Investigation/Feasibility Study

53503 Interim Remedial Action

53504 Remedial Design

53505 Remedial Action

53506 Management

53507 Potentially Responsible Party (PRP)

536XX Building Demolition Debris Removal (BDDR)

537XX Other Hazardous Waste (OHW)

         Table 2:  EEIC Description Table

Note:  Some accounting classifications do not have the above stated sub-elements, for example,

DESC money.

You can also obtain a complete listing by following the instructions below:

1. Accessing this website:  http://c4server.safb.af.mil/afcdd/

2. Click on “STIDS”

3. Under the “ENTER SEARCH CRITERIA” in the ACRONYM BOX, type in EEIC



4. Execute the search

5. After the search has been executed, select “FIND” (under the heading codes)

6. A listing of EEICs will be generated

If the customer sends the funds to AFCEE, then the Project Manager normally should prepare a

Form 36 Purchase Request using Automated Business Service System (ABSS).  Formal ABSS training

should be taken when a Project Manager is new.  Contact your division ABSS module manager to schedule

training.  Also, Appendix D-1 contains simplified instructions for using ABSS and Appendix C contains a

sample Form 36.

10.3.7 AFCEE/ERB Spend Plan

AFCEE/ERB requires its contractors to submit a spend plan with the technical cost proposal.  The

spend plan, prepared by the contractor, certifies that 75% of the funds can be expended by September of the

calendar in which the task order is being negotiated.  If this condition cannot be met, the installation must

submit an expenditure waiver stating the reason and an alternate timeline for expenditure.  To facilitate

75% expenditure by September, projects are generally structured in separate, discrete packages such as

work plans, construction, sampling, and operations and maintenance.  The ultimate goal is to reach 100%

expenditure by March of the following calendar year.

Although BRAC funds are five (5) year money, AFBCA treats them as O&M funding from an

obligation and expenditure perspective.  The reason for this is twofold.  First, it increases the expenditure of

“old funds” managed by DFAS, to avoid OMB reports to Congress, showing slow expenditure of BRAC

funds.  Secondly, it is to “train” the contract labor force, since, in the future BRAC environmental systems

will be operated and maintained with single year O&M funding.

Other memorandums

The PR package must include several other memorandums.  Examples of these are shown in

Appendix C.  Once a Project Manager has completed their first PR package, these letters will become

standard for most packages.  The purpose of each letter is described briefly below.

Memorandum to HSW/PKV is a transmittal letter requesting contracting

support for the requirement.  As a minimum, it should include:  contractor, contract number, base, contract

vehicle, period of performance, and the requested award date.  It may also give a brief description of the

project or information regarding the required award date.



Contractor Selection Evaluation Memorandum documents the decision to use a particular

contractor.

Points of Contact Memorandum lists the names of the individuals that can be contacted at the

base and AFCEE regarding this contract.

Surveillance Plan Memorandum describes how the Project Manager will oversee the

contractor’s work.

Ozone Depleting Substances Certification is a statement that the Project Manager must sign

certifying that the contractor will not have to use Class I ozone depleting substances to complete the work.

Contracting Officer Representative Designation Request Letter is signed by the Project

Manager’s program coordinator.  It requests that contracting assign the Project Manager as the Contracting

Officer Representative (COR) and certifies that the Project Manager has the proper training to be a COR.

Program Coordinator Concurrence Form is the cover sheet for all PR packages.  It is green for

study packages (i.e., preliminary assessments, remedial investigations, site investigations, remedial design)

and pink for remedial action packages.  Appendix B-4 and B-5 contain these forms.  Also, Appendix C has

a sample cover sheet.

Submitting the Purchase Request Package

The final step in scoping a project is to submit the request package.  The package should

be submitted first to the Program Coordinator who will review the package, ask

questions, and sign required memorandums.  The Program Coordinator sends the package

to the division chief or technical assistant for their review/concurrence, as required by

your division. (Refer to Policy Letters in Appendix A-2).  Next, the package is submitted

to the contracting officer.  Finally, the package is assigned to a contracting specialist (or

buyer).  This officially ends the scoping phase and begins the award phase described in

the next chapter.
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Once the purchase request package described in the last chapter reaches contracting, the

award phase begins.  Project Manager participation in this part of the process varies with

each contracting officer and contracting specialist.  During this phase, Project Managers

should respond immediately to requests from the contracting officer or specialist.  Any

delays in responding can cause delays in awarding the project.  Project Managers should

not plan TDYs or extended leave during the award phase unless it is absolutely

necessary.

This chapter describes the award process from the Project Manager’s perspective.

The Buy Plan

When contracting specialists get the PR package, they will prepare what is called a “Buy Plan.”  It is a

schedule of the critical milestones between receiving the package and awarding it.  The milestones will be

coordinated with the Project Manager and contract file documentation will include a copy of the buy plan

with the Project Manager’s coordination.  The buy plan is specific for each project and depends on the type

and size of the project and on the contracting specialist.  The table at the top of the next page contains

estimates of how long each of these steps take.  This is provided to give the Project Manager a rough idea

of when to expect the award to be complete.  Project Managers should coordinate with the contracting

officer and/or contracting specialist before making firm commitments with their customer on the date of

award.

Milestone Time and
Materials

Fixed Price Cost Plus

Requirement Identified to Contracting in a PR
Package

1 1 1

Acquisition Strategy Panel Complete 2 2 2
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Solicitation Issued 4 4 4

Proposal Received 18 24 29

Price Anal/Tech Eval/Audit 32 45 59

Negotiations Complete 40 55 69

PCO Signed 44 59 70

Award Mailed 45 60 74

 Table 3:  The Buy Plan Milestone Table

Request for Proposal (RFP)

Contracting reviews the PR package, prepares the RFP, and forwards it to the contractor. Some contracting

specialists may want an electronic copy of the Statement of Work to send the RFP electronically.  The RFP

letter will include a suspense date for the submittal of the proposal.  Typically, a contractor is given three -

four weeks to submit the proposal.  This allows the contractor enough time to assemble an accurate, well-

prepared proposal.  A pre-proposal site visit may be necessary for the contractor to understand the site and

project requirements.  The Project Manager coordinates the logistics for the pre-proposal site visit with

contracting and provides answers to the contractor’s technical questions.  Contracting provides contractual

interface between the technical function and the contractor.

Proposal Review

Once the contractor has submitted a proposal, it must be evaluated.  During this activity, the Project

Manager and contracting team members conduct independent reviews of the contractor’s proposal.  The

Project Manager, possibly with support from the TECHNICAL SUPPORT contractor, performs a technical

evaluation to ensure the contractor is proposing the appropriate labor mix, equipment types, supplies,

analysis, and assumptions.  Project Managers also coordinate with their customer regarding the contractor’s

proposal and the technical evaluation results.  If Project Managers have questions regarding the contractor’s

proposal, they may ask contracting to conduct a fact-finding meeting with the contractor.  During this

meeting, the Project Manager can ask questions regarding technical issues or discuss the level of effort

proposed by the contractor.  Appendix B-7 contains a technical evaluation consideration checklist.  Project

Managers should refer to this checklist when preparing evaluating the proposal.  Project Managers must

present their technical evaluations in a formal memorandum to the contracting officer.  Format for this

varies and the Project Manager should review Appendix B-7 and discuss it with their contracting officer.

Contracting reviews the proposal for responsiveness and determines if the proposed

amount is fair and reasonable.



Negotiation

After the proposal is reviewed, contracting prepares the package for negotiation with the

contractor.  Project Managers provide support to contracting on technical issues and may

participate in negotiations (as requested by contracting).  However, the Project Manager

must understand clearly that the contracting specialist or contracting officer has

responsibility to negotiate with the contractor.  Contracting conducts and finalizes all

negotiations for the Government.

Award

After negotiations are complete, contracting awards the task order, notifies AFCEE’s resource managers

(MSR) of the project obligation, and distributes copies of the contract.  Typically, the contract is distributed

electronically; however, hardcopies may be provided to the Project Manager.  MSR updates the funding

records to document the award and forwards copies of the obligation document to the customer.  The

Project Manager should update the computer database, notify the customer, and send award documents, if

requested.
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The next phase in the project and task order management process is the management

phase.  It is the day-to-day actions that must be done to keep the project running

smoothly.

Set up Project Binder

Once contract ceiling and a task order number is reserved, the Project Manager begins

organizing project information.  It is important that all project files be consistently

organized to enable support from other team members.  The task order folder contains the

Project Manager’s official record of task order activities.  An example of the standard

task order folder tab configuration is in Appendix B-6.  Index tabs for the project binder

(also referred to as the COR Notebook) can be obtained from the division secretary.

Conduct Post-Award/Pre-Performance/Kickoff Meeting

The first step in managing a newly awarded TO is coordinating a pre-performance or

post-award meeting.  This meeting provides the opportunity for the Government and the

contractor to discuss:

• Project responsibilities and authority levels

• Contractual issues

• Information Flow
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• Field work effort

• Deliverables and delivery dates

• Schedules

The Project Manager coordinates the meeting and facilitates the discussions.  The Project

Manager must coordinate the meeting with the installation to ensure organizations

affected by the project activities participate in the meeting.  During the meeting,

contracting identifies responsibilities and authority levels, discusses the contractual

issues, identifies the Government reporting structure, and discusses project cost reporting

and control.  A pre-performance meeting checklist can be found in the Appendix B-9.

Coordinate with the Installation

Coordination and communication with the installation are crucial to the customer’s

satisfaction and take place throughout the project management activities.  The Project

Manager maintains primary responsibility for coordinating the project deliverables,

meetings, schedule, and field work with the installation.  As agreed in the “Base Support

Letter,” the installation will provide support to the contractor including access to the

base/site, security procedures, quiet hours, etc.

Plan Field Work and Deliverables

The Project Manager works with the contractor and the customer during development of

project work plans, project schedules, fieldwork activities, and final report requirements.

The Project Manager provides background information to the contractor, coordinates

field work schedules, and coordinates document development.  The technical support

contractor can support the Project Manager in any of these activities.



Track, Review and Accept Deliverables

The Project Manager tracks the contractor’s deliverables to ensure adherence to the

project schedule and cost.  The AFCEE team, regulators, and customer review the

contractor’s deliverables.  The Project Managers may use technical support contractors or

the AFCEE consultants to assist in reviewing deliverables.  The Project Manager reviews

the deliverables, coordinates other technical reviews, consolidates review comments to

the contractor, and approves all deliverables.

Schedule and Run Meetings

Communication is critical to the successful execution of any project.  Many meetings

take place on a day-to-day basis among the government and contractors to ensure

frequent and effective communication.  Specific issues should be discussed in forums

including the minimum essential representation from affected organizations.  In most

cases, the SOW requires the contractor to be responsible for meeting agendas and

minutes.

Supervise Field Activities

The contractor is responsible for continuous quality control of its products and services to ensure they meet

the terms and conditions of the contract.  The contractor’s Quality Program Plan (QPP) is the management

scheme that systematically applies the methods, inspection techniques, and sampling and testing procedures

required to ensure that all materials, equipment, and workmanship conform to contract requirements.  The

government will provide quality assurance (QA) oversight of contractor activities, products, and services

either through in-house government personnel, support contractors, or Title II contractor services.  The

COR will ensure that appropriate QA resources are utilized to oversee contractor field activities.  During

the award process, the Project Manager must develop the field oversight and surveillance plan.  A sample is

provided in Appendix C.  All field oversight is logged on AF Form 1477, the Daily Inspection Record.

This is commonly called the “Blue Book.”  The Blue Book records date of the site visit, arrival and

departure time, weather conditions, contractor personnel present, delivered materials, contractor equipment,

work observed, deficiencies, and the name and signature of the oversight personnel.  Blue books can be

obtained from the division secretary.  Appendix B-10 provides a sample.



Review Status Reports

To control cost and schedule, Project Managers should fully utilize status reports provided by the

contractor on a recurring basis as required in the statement of work and the CDRLs.  Variances in budget or

schedule are evaluated to determine whether they impact time schedules and financial objectives and what

factors are contributing to the variances.  Projected budgetary deficiencies should be identified to the

contracting officer as soon as possible.  AFCEE resource managers assist the Project Manager with cost

and schedule reviews, helping to ensure the project is on track.  The Cost and Schedule personnel

automatically receive cost reports for all TOs over $2 million, all CPAF TOs, and as requested by the

CO/COR.  They provide the CO/COR a report consisting of cost and schedule variances, estimate to

complete TO, and an overall rating of the contractor.  If you are using a spend plan, these status reports will

be critical in monitoring expenditures.

Review and Sign Invoices

Along with the status reports, contractors submit invoices detailing the actual expenditures incurred during

that period.  The contracting officer’s representative (COR) reviews the invoices to ensure that the work the

contractor has invoiced has actually been performed.  If adequate justification for invoiced costs is not

provided, the Project Manager should request this information from the contractor.  If Project Managers

disagree with an item on the invoice, they should notify the contracting officer.  After all issues are cleared,

the COR approves the invoices and forwards them to the data specialist assigned to that contract.

Direct the Contractor

Be careful.  As a Contracting Officer’s Representative, the Project Manager has very

little authority.  Three types of direction can be given to the contractor after award of the

contract. Each is briefly described below.  If CORs are not sure, they should check with

their contracting officer.

Technical clarification

Technical clarification may be given to contract activities that are within scope and do not impact

the overall cost or schedule.  For example, the statement of work may say that three wells will be sampled.

The COR can identify which three wells to sample.  The proposed need for technical clarification may be

identified by the contractor or the COR.  However, only the COR has the authority to provide a technical

clarification after validating the need for the clarification and determining there is no impact to cost or

schedule.



Technical Adjustments

Technical adjustments to contract activities may be necessary to accommodate changes to

contractor work activities due to additional or changed information about the work effort.  For example,

changing which wells should be sampled.  The proposed need for a technical adjustment may be identified

by the installation, contractor, or the COR.  However, only the COR has authority to issue a technical

adjustment once the need has been validated, a determination has been made that the adjustment is within

contract scope, and there is no impact to the overall cost and schedule.

Formal Changes

Formal changes to the contract are defined as re-directing work within the general

scope of the contract that impacts costs, schedule, or quality and alters the specifications;

government furnished facilities, site conditions, or period of performance.  The contractor

or the government may identify the need for a formal change to the contract, but only the

CO has the authority to direct this type of change.

Interface with Regulator and Community

The relationship with the regulators and the surrounding community is an installation’s

responsibility.  Most installations use Restoration Advisory Boards (RABs) to facilitate

interactions with the regulators and the community.  Installations may request Project

Managers to participate in the installation’s RAB meetings.  The Project Manager

supports the customer by developing a project strategy to present to the regulators and the

community by providing technical input, and participating in meetings.  The Project

Manager continually updates the installation on the project cost, schedule, and

deliverables.  The TECHNICAL SUPPORT contractor can support the Project Manager

in this effort.

Manage Project Information

Database management programs vary from one directorate to another.  It is critical to

maintain a database with pertinent information regarding your projects such as project

number, contractor, type of work, award data, funding, task order number, etc.  Keeping



information up to date will not only help Project Managers organize and plan their work,

but it will allow their supervisors with easy access to quick information without having to

ask the Project Manager.

In early Fall 2000, AFCEE will begin implementing a new database called the

Management Execution, and Tracking (MXT) System.
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   Chart 1:  Project and Task Order Management Process

Project closeout is the final activity in the Project Manager’s project management process.  Before

initiating closeout, the Project Manager must ensure the technical aspects of the project are complete and

that the customer is satisfied.

Deliverables

At the end of the DO period of performance, the Project Manager verifies that the contractor has submitted

all deliverables required in the SOW and that all work is complete and acceptable.  The Project Manager

must also coordinate with the customer to ensure they are satisfied and the project is complete.  For

environmental construction projects, the Project Manager verifies that the field work was completed by

conducting a prefinal and final inspection of the project to ensure the contractor has complied with

approved plans and specifications.  In most cases, the oversight (also known as Title II services) contractor

will conduct these inspections under the Project Manager’s guidance and supervision. Upon completion of

these activities, the Project Manager sends a memorandum to the contracting officer stating the technical

aspects of the projects are complete and the project is ready to closeout.

Government Furnished Property (GFP)

During the closeout process, property used to complete the work described in the task order must be

accounted for.  This property may have been furnished by the government at the beginning of the contract,

called Government Furnished Property or GFP.  Property or equipment may have been purchased by the

contractor during the course of the task order if it was determined to be the more economical option

between renting or purchasing.  This equipment/property is called contractor-acquired property.  In either

case, government furnished and contractor-acquired property must be inventoried by the contractor and

submitted to the contracting officer for disposition instructions.  The contracting officer will request the

project manager to consult with the customer to determine where the equipment/property should be
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transferred.  Generally, property is transferred to another task order/contract, transferred to the installation,

or turned into the local Defense Reutilization and Marketing Office (DRMO).  The project manager relays

the customer’s request regarding the disposition of the property to the contracting office.  The contracting

officer will then give specific instructions to the contractor.

Funds/Invoices

The contract specialist ensures that all public vouchers (SF1034) and/or contractor invoices have been

received and approved by the Project Manager.  If billing or payment discrepancies exist, these must be

resolved prior to requesting the final invoice, commonly referred to as a “Z document” or a Department of

Defense Document Number 250Z (DD250Z).  At the conclusion of the project, the contracting closeout

specialist requests the final DD250Z from the contractor.  The Project Manager approves and returns the

DD250Z to the contract specialist, allowing final payment to the contractor and closeout of the DO.

Finally, the project is turned over to the contracting closeout section (HSW/PKVAC) for final closeout.

HSW/PKVAC works with the Defense Contract Management Command (DCMC), DCAA, and DFAS to

conduct contract closeout.

Archive

The final project closeout activity involves archiving project files and deliverables, and combining the COR

notebook and the contract file.  Project files and deliverables must be sealed in boxes clearly marked with

the contract number, task order number, and installation name.  Project Managers should coordinate with

AFCEE/MSCD who is responsible for maintenance of archived project files.
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